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This document is meant to familiarize clients with The Open Group Architectural Framework (TOGAF®);
the methodology droplLogic Inc. uses when conducting an Enterprise Architectural (EA) review.

Proper Enterprise Architecture is distinctly different from the lower level Solutions and System
Architecture disciplines. Far from being a singularly technology oriented engagement, an EA review
involves most of the business divisions within an organization. EA is a means to consider the entire
enterprise, holistically, and re-align aspects of the business which rely upon and contribute towards the
Information Technology group’s efforts. An EA review is often undertaken as a means to prepare the
organization for transformative change, or to re-establish an Information Technology group, and their
tertiary business facets, upon sound footing.
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Overview
The Open Group Architectural Framework (TOGAF®) is a methodology and framework for analyzing a

company’s Enterprise Architecture and effecting targeted change. Below we see a modified TOGAF

process, customized for a client’s specific scenario.

To better illustrate the tasks and workflow, let’s examine each phase in the process of assessing the
organization’s present state, identifying and understanding potential opportunities, gaining insight from
leadership and creating concrete plans for guiding the organization’s EA evolution.
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Phase0: Prepare the Groundwork
Preparing the groundwork is concerned with collecting a foundation of information upon which to make
informed decisions and establishing structures through which the collective efforts will be coordinated

and stored.

Using an inventory of IT assets (Systems,
Servers, People) query outside business
units as to the degree of facilitation vs

impedance these assets represent and why

Using an inventory of IT assets
(Systems, Servers, People) organize
an artifact repository appropriate
for the content and audience.

Create a social forum (SharePoint) and seed
with news, ideas, business aspiration, etc
which IT resources can discuss, distill and
propose new ideas for their achievement.

Because Parent Company Corporate has already
defined and begun implementing their own EA
process, integrate their approach with organic
Best Practices and Procedures to prepare the
Enterprise for coming change.

Artifact repository, review

board, governance, etc.
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Phase 1: Current State

Engage the various Business Divisions so as to enrich the analysis and secure their involvement. Apply
analytics to the company’s current Enterprise Architecture. Bring the best information and proposals to
Leadership who will contribute “big picture” strategy and perspective.

Leadership enriches the Enterprise
landscape with strategic plans and
events which will shape the needs of
the Enterprise for the next 5 years

Divisional leaders evaluate the business landscape
pertinent to their own areas of responsibility to enrich
Leadership’s understanding of the business
environment and make good strategic decisions
related to the Enterprise’s direction.

Combining a complete view of the current
Enterprise assets with current process and
Leadership’s “Long View” for the
organization, reveals a clear picture of where
we need to be as well as the effort necessary
to reach this future state.

Any developments in the IT industry which could
provide the Enterprise with additional leverage, agility,
cost savings, performance, etc. Distruptive
technologies which could lead to outsized benefits to
the organization or open the industry up to new
competition are exposed here.
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Tools to evaluate the Enterprise

Far from being an exercise strictly within IT, an Enterprise Architectural review engages a diverse set of
business leaders and their “A players”. The following are techniques for engaging and driving
participation outside of IT so as to ensure the analysis brought to Leadership is rich and complete.

Value Chain

Mapping the company’s Value Chain is a foundational step in understanding how the company makes
money and ultimately how change will lead to improvements in the bottom line. This step is very often
as useful to Divisional Leaders as it is to the Enterprise Architect. Because the Value Chain involves the
illustration of sensitive business information, a good deal of trust must be established before trying to
map this out.
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Mind Mapping
Using a mind map we are able to properly manage an often chaotic brainstorming process in which

highly valuable contributors fire off and discuss the interconnected nature of internal and external
forces which should be considered.
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‘who could be replaced by
ternal development?

Are there Service Providers
who could be consolidated?

Are there Partners
whose offering could

Are there Service Providers
who could be deprecated?
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Business Alignment

More than a buzzword, the art of Business Alignment involves discovery of unmet opportunities and
unaddressed liabilities. Frustration with the “way things are” will sometimes dominate these
discussions. It is vitally important to get unvarnished participation, which sometimes requires acting as
a go-between until the various groups are ready to talk face to face. The three primary categories of
misalignment we have found and where they need to migrate are shown below.

Business Scenarios & Risks
~——Misalignment

Business Impact

‘ Transformational

‘ Significant

. Minor

\ Likelihood

Cost to Respond

~——Correcting Alignment

"\ Likelihood

\

v

Cost to Respond
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Now, it is time for Leadership to set the direction, prioritize and solidify backing.

Leadership
Leadership defines the company’s strategic objectives which they rely upon their divisional leaders to
act. This is a make or break step which will either propel the EA initiative for perhaps years to come or

will result in the dissolution of the endeavor.

Unique Marketing opportunities }\
N

Porter 5 Forces or other Industrial
- Organization analysis inform feasability
S

Unique Partnership opportunities %——u,,,,,

Timing Considerations: Internal & _—
External business events, velocity of
business developments

~
~

Non-competitive industry related
collaborations

Gommunicating WHY
goalsare important,
purpose they serve,
expected benefits

Three to Fve
Year Vision

Leadership
Defines
Srategic

El_’\rlchmer_ﬂ of Obj ectives Proofs of Concept grounded
inputs with / on specific benefits/
Executive oS . objectives with the ability to |\
Knowledge ) measure success/fail | \

Component to Server

deployment ma| . .
ploy! . P Solution to Business
evaluated against y X
. \ /| need evaluation System Health
optimal performance / -
\ Monitoring

needs / A
\ / effectiveness
\ /

Error handling,

Bvaluated IT diagnostics & |

p

Evaluated IT Innovation W

Portfolio of Systems resoter Processes and Sponsored
i Research &
and Services Measures

Development

in the IT industry which show potential

System inventory
benefit to the company

enriched by code
metrics

Deployment & Change

Technology and Service developments ’/"
Management practices

Most EA efforts fail at this point due to numerous business, technical and political forces.
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Phase 2: Future State
With backing and direction from Leadership, we now have sufficient information and momentum to
move forward. Phase 2 sees wide spectrum collaboration, analysis and planning.

Based on the cumulative understanding of
the Enterprise, processes and strategic
initiatives, divisional leaders take the
opportunity to prepare their teams and
practices to compliment/drive new
initiatives.

Using enriched view of the enterprise, a
future state design is developed whose goal
is to better serve the business needs, fill
gaps or debt which hinders optimum
performance and position the company’s IT
assets for anticipated change.

Technology
Proposals
v

Output is both a future state EA design as
well as itemized initiatives designed to

better the enterprise. This list becomes a
series of IT iterations, specifically timed and
aligned with business events.

Business
Alignment

Solutions Architecture / R&D perform
forward thinking design, planning and PoCs
which better inform or add to the list of

future state initiatives.

Lessons Learned as a result of PoC initiatives
enrich enterprise standards and Buy vs.
Build decisions. Tools, libraries, services, etc
identified as useful to the enterprise get
reviewed, approved and deployed.
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Establish a review process for
ensuring that new systems are
reviewed for compliance with the
Enterprise Architecture before
implementation.

Architecture initiatives being grounded in
enhancing the enterprise should have
measureable results. Periodic evaluation of the
continued applicability of these assumptions
and continued existence of those forces which
motivated design decisions.

Identify human resources who
demonstrate potential to engage
at a higher level and mentor them.

Establish automated and manual
processes by which ongoing
system iterations remain aligned
with the Enterprise.

Metrics relevant to maintaining a mature
Enterprise Architecture are measured and
reported for Enterprise Health Monitoring.
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Phase 3: Implementation

This phase is iterative and is likely to go on for some time, each iteration bringing the organization closer
to the envisioned future state Enterprise Architecture. If the goals were properly set and information
accurate, each iteration will make change supporting the company’s strategic objectives easier.

Real world information concerning new

initiatives deployed to the enterprise are
communicated back to the business
divisional leaders which is used to tune
the organization’s process and structure.

With planning and funding complete,
initiatives are completed and await
deployment.

PMO receives list of proposed initiatives
as well as implementation guidance. The
PMO is responsible for allocating budget
for these proposals as well as post-
deploy initiative governance.

Annotated
—Statements of Worki
(requirements)

Based on prior Business Division input as
well as new IT solutions approaching
completion, complimentary
improvements to business process are
established.

Deploy solutions and
business process
improvements.

Best Practices developed by Architecture Groups
are continually tested against real world experience
for validation, refinement or deprecation.
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Sample Architectural Plan

One common means for integrating an Enterprise’s technological assets, democratizing access to
business processes and data is through the establishment of an Enterprise Application Programming
Interface. This is a technological structure which has far reaching business value. Here is an example of
what such an integration oriented APl would look like to a System/Solutions Architect.
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